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By B
MEMORARDUM FOR: Director of Central Intelligence

SUBJECT : Suggestlions for Improvement of the Centrel Intelligence
AgRDCY

1. The attached 1s the result of many weeks careful thought and
delibterstion; & product of the experience of nearly four yesrs as Inspector
General of the Agency and of close to fourteen years in intelligence work.

- It is an effort on my part to suggest steps to improve the Agency and better
the work of the intelligence comminity. While thoughts and suggestions

were received from other pembers of my steff..and naturally in the course

of our work we hear ideas from all over the Agency-~the authorship is
exclusively mine and nobody else has seen the only other copy vwhich exists.

2. As you kpnow, I concelve the work of an Inspector OGeneral to be
primarily directed toward suggested ways for bettering the Agency vwhile
at the same time being alert to any errors or wrongdoings. During 10956
the staff of the Inspector Qeneral surveyed nine components of the Apency,
ranging in size from the immadiate office of the DD/S to the Office of
Communieations, the largest in the Agency. These Included five DD/I
slements, two DD/S end two DD/P. 1In all, on these surveys, we made a
totel of 343 recommendations. The unite surveyed concurred in full with
53.5 percent of these recommendations, concurred with qualifications on
another 13.9 percent for e total of 67.4 percent, and noncuncurred in 24.2
percent. The balance required further study. This wouwld indicate that
more than 200 recommendations meds by this staff during 1956 have been or
are being Iimplemented.

3. I believe thet the sthached recommendsations iwvolve basic and
fundamentel prineciples related to the organizetion and policies of CYA., In
rresenting the case for each I have necessarily been brief, o save your
tims, but esch could be documented at length. I believe these recommendations
to be worth your personal attention for all of them affect the Agency as a
whole. Indeed, these recommendations can he implemented only by your orders.

/8/
Lymen B. Kirkpatrick
Inapector General
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3. EXECUTIVE DIRECTOR
You will recell that in my memorandum of 3 February 1955 {followved

by coe cn 21 July 1955) one of the points that I raised vas the question of
vhether the position of Exscutive Director in the Agency should not be
re-established. Bince that time this recommendation bas besn made by the
Clark Tesk Force, and by the President's Board of Cossultants to the President
last month.

There sxe two basic factors which to my mind strongly recommend the
estabiishment of the position of Exmcutive Director. PFirst, with the mmber
of high level contacts required of the Director of Central Intelligence and
the number of inter-Agency meetings and boards which be or his deputy must
attend, 1t is to my mind extremely dirfficult for him to see thet his policies
and Gecisions are promptly and sfficiently executed. BSacondly, with the
inoreased interest of the President's Board and the President in the IXCI's taking
& more active iunterest and sggressive position in coordination, elimination of
duplication and economy in the intelligence community, the inter-Agency burdens
on the DCI and the DPCT will be considerably greater. All of this is made even
more true by the fact that CIA has svolved into an agency with thres major
and practicelly autonomous compopguts under individual Deputy Directors. That
is not to smy that these three components dc not enjoy good relstions with
eazh other, but the fact remains that there is no coordinsting poimt snd that
in meny instances over the last several years it has fallsn upon the Inspector
Genexal to Lry and work cut areas of disegreement in view of the fact that
thers is & normal apd naturel reluctance on the part of the Deputies to sllow
their disputes to be carried to you or the DDCI. Finelly, sound organization
has the DDCI as your alter ego, to act in your absence or for you and to solve
your burdens of office.
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For your informetion, here are & few of the areas in which an Exscutive

Director could save this Agency and the Pederal Government considereble money
and improve the efficiency of our work immeasurably. _
! (a) Travel: no one person wonibors the travel of Agency officials,
| and no Depuby Director is in & very good position to tell &nother

3 Yeputy Director that his personnsl shouldn't travel. To cite Just
2§X1A6A one 1llustretione-the |G 3 7© visitors in one ronth,
; a rather serious handicap to getting their required b douns.

{b} Regulationa: if a regulation is not agreed upon by all of
the subordimates of all the Deputy Directors, it generally isn’t
issued., 'The best illuetration of this is the fact that 1t has taken
| over one year to get a regulation issued on the langusge incentive
program.

(c) 7/0's and Budgets: under the present system each couponent
prepares its own T/0 and budget. These are processed throughout the
appropriate offices and issued. There should be oue focal point on
both which will weigh the pricrities and see that the most lmportant
Jobe are done rather than trying to do everything, vhiech only
dissipates our valuahle aspels and manpower.

{4) Publications: there are literally no controls over & unis
issuing either an intra or inter-Agency publication., The result is
that there sye literally hundreds of publications heing issued Iin

the Agency today at not only mometary bub manpower and peper expanss,

{¢)} Beonomyt: the President hag stressed asconomy. Theve sre

many thet could e effected in CIlA--some minor and some lsxger. For
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exemple: two yesars ago I guestioned why the Cable Becretariat should

gend cables seversl times a day to these offices in pew manila

envelopes--two to sach delivery--when the same or routing envelopes
could be re-used, We ssked the Mansgement Steff to leok into it
and they 4id, but nothing vas ever done sbout it. Admittedly this
would have saved only several hundred dollars a year, but =y

Scottish sncestry has slways lead me to believe t‘.hat gavings start

in small smounts.

1 believe that the recommendation of the President's Board should be
jmplemented and that an Executive Director should be established immediately
under you end the DDCI to see that the policies and decisions which you
epunciate sre carried out. I em convinced that within s reasonsbly short

pericd of time this sction would deponstrate its velus.
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4, STREAMLINING DCI'B PERSONAL OFFICE

For some time I have felt that you do not get the maximum benefit
out of the nuber of people that work direcyly for you end that you do not
receive the speed and efficisncy in the hendling of paper work and people
thet you would like, It seems to me that some etreamlining would achleve
betier results and make pspers and appointments flow more smoothly. I
mentioned this to you before your trip and believe you generally sgree.

For example, the Executive Registry was creasted solely %o handle
the papers of the Director's Office. It vemains largely thet todey, although
the Director's Office per sBe has been expauded. But there is complete
duplication between the files in your puter office and the files in the
Exmcutive Registry four doors sway, with the single exception of yowr
personal correspondence. I would conbine the two sets of files, move the
Executive Registry into closer proximity to your own office, relieve your
immediate secretarial staff of riling responsidilities; and have the head
of the Executive Registry neerby to quickly obtain any correspondence you
desired. Your personsl files I would handle within the same system but
would have only your parsonal secretery, the head of the Empcubive Reglstry,
and one file clerk alloved access to these files.

It is inconceivable to me that if, as we are told, eech Deputy’s
office is responaible for seeing that only finished staff work is forvarded
to your office, that it should require four sasistents plua 10 eecretseriss
to handle this material for you snd the DPDCI. Further, It is also diffieult
for we to belleve that as much time is required for the preparaetion of
memorands which you dssire or answers to your correspondence ss is often
ivdicated. Finally, I am balfled why four administrative officers are

requirad o35, ¥9Po P‘Rﬁ?ﬁsé%ﬂﬂkef P&lﬁm&oﬁwmwﬁoﬁﬁb& Becretariat).
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SECRET

, In addition to all of this type of assistance, I believe that we
could utilirze your imamsdlate security staff vebier than ls deing done st the
present. I hesitate toc mention this beceuse I know thet you were reluctant
originally to accept this steff, and I would not wish you Lo construe
this a8 sny indication on my part that it is not wholly desiredble. I
believs it most importent that you receive this protecticn, but I do feel
we could do more to keep the boys busy helping around the office at some
type of jobs. This 1s partliculerly true inasmuch as thers ars & total of
seven personnsl involved, working in shifts.

I recommend that you suthorize me to meke a thorough study of the
papeyr vork and procedures in your office as I an sure ﬁha.t gresteor efficlency

can be aschieved, 28 well as esconomies.

@n

FERET
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5. 3D/P ORGANIZATION
Eech survey that the IO Btaff has conducted of a DD/P area

division underlines the points made in my memoranda of 31 Decenber 1333

and 9 August 1955. In these studies erphasis waes placed on the fact that
reorgenization of the genior staffs in the DD/P could effect major econcmies
in manpover. I believe it would be correct to state that the contribution
made particulerly by the PP, FI and I Steffs to the work of the divisions
has veen diminighing rather than increasing in the peat years.

It should ba clearly understood that I em not contesting the
validity of senior staffs per se. I am disputing their continmued organization
on funetionsl lines which to my mind only continues scme of the 1lls of pre-
merger days. The Doolittle study group recommended e recrgenization in DB/P.
This major recommendation im one of the few that was never acted upon to
any degree. The creation of the CI Staff only Purther aggrevated the
gitustion rather then effording any relief. The result is that each ares
division maintains & large staff supersiructure as much for lialson end
protection in regard to the DD/P senior staffs as for any effective contri-
bution mede on the work of the fleld. By elimination of the present staflfls,
with all operating authority placed in the ares divisions, and the creation
of new staffs along the tradltional linse of operabtions, plans, intelligence
support and operstional support, we would make a great step forward.

I 40 not believe that I can improve upon the suggestions set forth
in the wemorandum of 9 August 1955 s8 1o how this should be done, but I
recommsnd that it be done.
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6. AGREED ACTIVITIES
This continues to be the most Aifficult problem in inter-Agancy

relations, particulariy béﬁween Ci1A and G-2, HNow that the Prasident's Bosrd
hag tzken a very active interest in this subject, it is most important that
there be aggressive efforts to coordinate clandestine collection in
Washington and especially in the fisld.

I can spesk with considersdle personal knowledge on this subject
baving been directly involved in 1951 and 1952; having drafted the first
smendment to NBCID/5 with Brig. Gen. John Magruder in 1951; and having
folloved the progress carefully, if st a distancs, the last four years. I
am conviuced thaet the trouble can be corrected only by determined command
action for:

- on the one 3ide, there are those in CIA who feel that énpiemege
and counterespionage should be an exclusive CIA monopoly, that the
competition for useful agents leaves barely enough for CIA, end that
eny revelation of sources or agents to the militery is not only
operationally insecure bui would not be used in good faithj

- on the other, the militery feel that they are required to cone
duct clandestine operations for their own protection and that if thay
reveal thelr sources and agents to 0IA, they will be taken over inas«
much a8 € IA doesn't want to coordinate but wants to run the operations,
Obviousiy, there is truth asd errcr on both sides, but that does not

5X1C |
P sbevlve CIA from its coordination responsibilities. It is increasingly importent

now that the
and as long as such sbsurd situations exist es our TBB producing
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25X1A6A

Improvement in CIA relationships with the milltary services in

genersl and the army in particular should be a priority objeetive for 1957,
for the absence of a good working reletionship he'emien certain elements of
the Agency end the military is the root ceuss of the relatively ineffective
implementation of DCID 5/1, and the lack of coordinated planning to meet the
wartime reguirements for Fl.type operetions.

In the DD/P ares, relationshipe with the military, both in the field
and at Heedquarters, sre adversely affected by the following factors:

a. Direct contact with the military is too often concentrated
in the hends of militasry officers who are with the Ageney on &
retired basis or on & normal tour of dubty, whereas it is the
eivilians, particularly these in FI, who would be “educated” by
such contacts.

b. Contacts between CIA and the militeary are largely concerned
with U/W and related matters with the result that they are largely
confined to the G«3/JSPD elements of the military services rather
than with the intelligence slements. For example, there is a close,
warm and continuing velationship between WPD/PPC and the Brown Team
of the Joint Btaff and with JBPD; on the other hend, there is
practicelly no contact with the Rainbow Team of the JIG. Contacts
between FI and G-2 in Washington do not appear to be close, wam

or contimiing on & day-to-day basis.
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@. With respect to Agreed Activities, Agency relstionships with
the militery appesr to be largely in the hands of those same
opersational types who were from the start, and generally remain,
opposed to the besic philosophy behind DCID 5/1.

As the leader in the intelligence commnity, CIA must teke the
lesd in implementing Agreed Activities and be the first to meet all of its
obligations under DCID 5/1i. Only then can we cast the first stone. Ve

cannot make people like each other; we cannot legislate cooperation and we

carmot change the spots of the lecpards on either side of the issus, EUT,

ve can direct our pecple to take the specific sction called for under the !

agreepent and report the results.

It 1s recommended thet you issus & directive to PD/P substantially
25X1(

\J

as oublined below.
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CILOGER LIAISON BETWEEN DD/F AND PD/J

For some tims I have felt that our compertmentstion has Jecperdised |
the exchange of valusble informatlon which could sssist the Board of Estimetes

or the Office of Current Intelligencs. In many instences this information is

aot of & nature thet would be published in Clendestine Services intellligence

reports but 1s the type of general knowladge that senior officers in the

25X1A

25X1C;]

Further, I believe thet closer 1iaison between key men in DD/I and

those in TD/P would benefit ths Clandestine Services by ensbling them to
get a Tirst-hand knowledge of the intelligence geps snd therefore the
requirements of the intelligence producing offices. I recognlze that in
this incressed liaison the intelligence ghould bs closely held 80 that
operations will not be jeopaxdized on the one hand, or that our highly
quslified estimates not be given too broad dissemination ou the other.
1 recommend thet the following action be teken:
(1) that biweekly or monthly meetings be held to review |
oritical aress or crisis situations with the Bb/I represented ‘
by the Chatvman of the Board of Estinetes, NN =2  25X1A%A

5 perhaps one or two other members of the Board, plus the necessexy !

key heads of ereas in OCI and that the /P be represented by the

seven Area Division chiefs; and
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(2) thet the Chief of Reports in each Area Bivision in
the DD/P set up & system of weekly or biweekly meetings with
nis opposite nmuber in OCI for regular discussions of inconming

meterial snd informetion needed.
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This 1s & subject which obviously has excited the interest of
the President's Boerd of Consultents. You will recall that in the memorandum
of 3 February 1955 I exprassed concern over the danger of CIA bacoming too
closely comnected with policy making end thereby jecpardizing the cbjlectivensss
of intelligence snd exposing the Agency to the type of politically partisan
atback that is usually directed at the makers of policy. I mentioned at that
time our active participetion in the NSC Plamning Boerd and several other
items.

The present stteck on the sdministration concerning recent events
in the Middle East has, &8 you know, tended to mske the poimt that there was
an intelligence failure. This, of course, immedintely opens the erena %o &
aiscussion a8 to what is an Intelligence fallure and what 1s a copmand faillure.
Rether than engsge in philosophical analysis of thet nature, the principel
point here is to inquire as to whether the United 8tates Govermsent has the
vest possible mechanism for utilizing intelligence information in foreign
policy decisignsa.

Obviously, major steps forwsrd in this regard have been made in the
lagt 15 years. Nutional Estimstes nov sxbody the mejor conclusions of the
United Btates intelligence community. These reports and the Current

Intelligence Bulletin are delivered to the top pollcy makers of the goverament,

1P sny weeknesses exist, it is in the aree of whet action is taken as a
result of an intelligence estimate or report. To my mind it would be & grave
error for elther the DCI to 8it as & member of the R8C and thus become

responsible at least by associatlon for security policy deeisicns, or, on
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the other hend, for the intelligence commmity to recommend what sction
should be taken, If the latter is done, then the intelligence commmity
might become subjective in its approach to informstion and more imclined to
search for facts thet would back up a previcus recommendation than ‘o report
information objectively and factually.

Tt would sesm to me that the NEC Planning Board and the OCB are
fwo alresdy constituted bodies that could insure that intelligence reports
receive due consideration.

I therefore recommend:

(1} that the HEC Planning Board and the OCB discuss this
matter snd determine whether they feel they ere duly eonstituted
to see that intelligsnce reports and estimaies are scted upon; and

(2) thet consideration be given to possidbly requiring from
the sbove bodles or the Depertments of State and Defense s follow-up
report which would indicate that an estimate hed been glven due

consideration and the necessary adjustments made in policy.

‘.;: R
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o HANIN 25X1A9A
With due considerstion given to Mr.[ NN ;o I consider
to be one of the brightest and most able men I have encountered in the
government, I do not feel that the Agency is receiving todey the type of
long~-term planning that is required. As you will recall, the originsl
concept of the [ 8teff wes that it should represent, but uot replace,
the pleamning elemsnis of .tm three Deputies. Purther, it wae believed that
this staff and thege individuals should remain 4ivorced from the day-by-day
activities of the Agency so that they could analyze potentlal developmenis
and prepare the Agency for forthcoming intelligence tergets. All of this
was discussed and outlined in s peper prepared by myselfl and the three
Deputies and was given to Mr. _ on hie srrival in the Agency. 25X1A9%A
Unfortunately, AQUATONE and other pressing iteme such as PBBUCCESS have
occupied more of Mr.JJJJJ tize tben long-term planming. 25X1A9A
I still belleve that the Agency needs an ivery-tower group of
gqualified snd able individuals lobking towerd the future. This is perticularly
true today with unrest in the Batellltes affording us meny opportunities
to continus the breakdown of the Boviet regime. In addition, with the
increased emphssis of inter-sgency coordination, your Bpecial Assistant
for Planning and Cooxrdination should be the focal point for backstopping
you and the PIXI in regerd to coordination.
I, therefore, recommend the following sction:
(1) that the 8pecial Aasistant to the Director for Planning
and Coordination be reinforced and enjoined Lo engsge in long-

term plarning. |
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There are still certain mejor dangers irherent inm CIA's dealings

with the press. I should Impediately edd that I belleve we heve made greet
progress under the persistent guldance of Colonsl Grogan to regularize the
relatione with the prese, and that your progrem of receptivity to spproaches
from the press is important and velueble in maintalning good public relations,
which as you kmow I consider to be sssential.
On the other hand, there is still a tendency in some arees of the
Agency to try to influence articles and items published within the United
gtetes. I consider this t0 be very dengerous not only because of the highly
sensitive sttitude of the press toward masintsining its integrity, but aleo
beceuse of the gemeral view in the Congress that no govermment agency sbould
try to influence U.8. public opinion. Further, on foreign affairs matters
1 feel very atrongly thaet the Department of State should be the sole
authoritative view Iin Weshington. Of course it 1s easy for us to speek
with suthority on the seme subjects us State, snd the press is slways
searching for en eager voice snd aleo one that is bright and intelligent
snd often more willing to spesk. In this regard, I am particularly 'concemed
sbout the number of times the individuels in the DD/I's immedlate office
gee nevspapermen.
I therefore recommend that the followling action be taken:
(1) that no official of this Agency, with the exception of
yourself and the DDCI, be permitted to see & newspaperman to discuss
Agency materisl or foreign affairs unless Colonel Grogsn ls present;
(2) thet your program of seeing the press es often as your
time will permit and heving occasional background meetings with
representative mewbers of the press be continued; and

{3) that no elsment of the Agency be permitted to approsch

o py e

'f. » ; R ey
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the press for the purpose of securing any action without prior
coordinstion with Colonel (rogan and specific approvel by either

yourself or the DDUT.
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11. COVER
The Inspector Genersl's steff has prepared two detailed studies, on
13 April 1954 end on 1 Auguet 1955, on the specific subject of cover. ¥hile
1t is trus thet we have made some progress in this regard, I regret to say that
the progress is not what it sbould be and that we have several major problems.
The problems are:

{1) That new employees being brought into the Agency are not
properly briefed as to wbet to say ebout whom they are working for
and what they are doing, and conseguently often make exbarrassing
or ridiculous statements that do not reflsct well upon the

professionalism of the Agency.

25X1C
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12, Paper Work

One of the gpecial studies made by the last Hoover éammissian was
on the sublect of government paper work. In each of my periodic lsctures
to the Office of Training's Basic Management Course I qmte sone of the
statistics from this report, such es: that it wouwld reguire T Pentagons
to house nothing but the government's files, that there are 4 billion
letters written by the government each year at & cost of $1.00 = lstter,
thet each tax-paying family of four contributes sbout $400.00 a year to
govermment paper work,

As you are probebly painfully aware, the paper work within the
CIA ie top voluminous. I mentioned in one of the previous polnts thet
there is no central control over our publications. I also menticned that
there are difficulties in coordinating regulations, but 414 not note that
we heve bsen sending out 69 coples of each regulation for ccordination.
Many memorands are written in the Agency when a telephone call would suffice,
but too meny of cur employees fsel that they can't get action unless they
put it ia writing., The volume of our regulations s ¥hich oov muuber more
than 950, sre indicative of using paper often sg a substitute for Judgment.

At the time of the issusnce of the Hoover Commission Report the
White House reguested all agencies to teke action to cut down on the volume
end flow of papers. From long experience in trying to cope with the unending
flow of papers, I am convinced that reduction cannot be achleved by any
other method than actually specifically indicating the types of documents i

memoranda, notices, ete, that should not be written.
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I, therefore, recommend, thst the following actlion be takent
{1) that all Agency files be surveyed on & unit-by-unit basis
and each unit told exsctly what files it can snd cannot meintain; and
(2) thet if en Executive Director is created he be empowered
to exsrcise, on your behalf, authority over what should and should

pot be issued on paper.




